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ABSTRACT 

 The Tacoma Fire Department was in the process of making the recommended changes 

which were identified in an independent study of the operation of the department by the TriData 

Corporation of Arlington, Virginia.  This research project addressed the specific recommendations 

directed toward improving the current training plan of those firefighers aspiring to promote to fire 

lieutenant.  

This research was also an extension of the research and recommendations done by Deputy 

Chief Lewis in an applied research project, Identifying the prerequisite training needs to be eligible 

for promotion to fire lieutenant in the Tacoma Fire Department. 

 The research was historical research in the point of collecting data to determine the 

magnitude of change required from the current institutionalized requirements of a firefighter advancing 

to fire lieutenant within the department.  The research was action research in that the information 

gathered through the historical research and ongoing discussions, decisions and planning of the 

Training Advancement and Promotional 2001 Teams established within the department was applied 

to the development of a department-wide plan to address the training needs of the firefighter aspiring 

to fire lieutenant in the Tacoma Fire Department.  

 Specifically, this research attempted to answer the following questions: 

1.  What is the current perceived stress level of the members of the Tacoma Fire Department? 

2.  How did the Tacoma Fire Department firefighters and officers rate their immediate supervisors 

on selected management dimensions? 
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3.  What optimal transitional plan would facilitate a training program to establish and implement a 

prerequisite standard for the firefighter seeking advancement to fire lieutenant within the culture of 

the Department?   

 The recommendations of this study are as follows: 

1. The City of Tacoma Fire Department should continue to follow the developed 1998-2000 

Training Plan. 

2. Incorporate Leader-Match Training & Stress Management into the current training plan.  The 

order of class delivery should be to Officer Development followed by Officer Preparation.   

3. Provide Dr. Beaton the means to conduct a follow up survey to evaluate the fire personnel’s 

post-traumatic stress levels after conducting the Leader-Match Training & Stress Management 

Training.  

4. Develop procedures to monitor the implementation of the 1998-2000 Training Plan. 

5. Conduct additional research to determine the amount of training needed to provide the men and 

women of the Tacoma Fire Department with the knowledge and skills necessary to maintain 

optimal health and service delivery. 

 The outcome of this research was a training plan which established and implemented a 

prerequisite standard of training requirements for the firefighter seeking advancement to fire 

lieutenant. 



  Training Standard           iv 

TABLE OF CONTENTS 

 

ABSTRACT....................................................................................................................................ii 

TABLE OF CONTENTS ..............................................................................................................iv 

INTRODUCTION..........................................................................................................................1 

BACKGROUND AND SIGNIFICANCE.....................................................................................2 

LITERATURE REVIEW...............................................................................................................6 

PROCEDURES ............................................................................................................................12 

RESULTS .....................................................................................................................................14 

DISCUSSION...............................................................................................................................23 

RECOMMENDATIONS ............................................................................................................25 

REFERENCES.............................................................................................................................27 

APPENDIX A  (Occupational Stress Survey) ............................................................................30 

APPENDIX B (Training Plan) .....................................................................................................68 

APPENDIX C  (Stress Survey Results) .....................................................................................74 

 

 

 

 



  Training Standard           1 

INTRODUCTION 

The fire service is a highly dangerous and ever-changing profession.  Within this profession 

firefighters have been eminently prone to stress and stress related illnesses.  Compared with other 

occupations, firefighters tend to have higher levels of mental and medical problems including Post-

Traumatic Stress Disorder (Beaton, Murphy, & Corneil, 1996), gastrointestinal pain (Beaton, 

Murphy, & Pike, 1996) and sleep dysomnias (Beaton, Murphy, Pike & Jarrett, 1995). 

 The need to provide the opportunity for our personnel to effectively perform their daily 

duties, develop their talents and provide for their current and future health needs is a necessity for the 

fire service of today.  

It is the Tacoma Fire Department’s desire to continually improve the training and educational 

process used in enhancing the knowledge and skills of its employees. Currently, the department has 

two teams looking into these training and educational needs: the Training Advancement Team (TAT), 

which is addressing overall department training; and Promotional 2001, which is specifically targeting 

those individuals wishing to promote within the Department to fire lieutenant (the first line supervisor). 

 The desired outcome of this research was to achieve a plan to establish and implement a 

prerequisite standard of training requirement for the firefighter seeking advancement to fire lieutenant 

within the Tacoma Fire Department.  

This research project was a continuation of the research done in 1997 by Deputy Chief 

Lewis in her applied research project, Identifying the prerequisite training needs to be eligible for 

promotion to fire lieutenant in the Tacoma Fire Department. 
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 The methodology used was historical in the point of collecting pertinent facts and data to 

determine the magnitude of change required from the analysis of the current standard requirements of 

a firefighter advancing to the position of fire lieutenant within the Tacoma Fire Department. The 

research was action research in that the information gathered through historical research and ongoing 

discussions, decisions, recommendations and planning of the Training Advancement Team, 

Promotional 2001 Team, was applied to the development of a department wide plan to address the 

training needs of the firefighter aspiring to fire lieutenant. 

 This paper addressed the following questions: 

1.  What is the current perceived stress level of the members of the Tacoma Fire Department? 

2.  How did Tacoma Fire Department firefighters and officers rate their immediate supervisors on 

selected management dimensions? 

3.  What optimal transitional plan would facilitate a training program to establish and implement a 

prerequisite standard for the firefighter seeking advancement to fire lieutenant within the culture of 

the Department? 

BACKGROUND AND SIGNIFICANCE  

 In 1992 the TriData Corporation of Arlington, Virginia published the results of its 

comprehensive study of the Tacoma Fire Department. 

 Most important to this research project, twelve problem areas in the training program were 

indicated.  The following twelve recommendations were considered pertinent to create a training plan 

to establish and implement a prerequisite standard of training requirements for a firefighter seeking 

advancement to fire lieutenant within the Tacoma Fire Department: 
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• Form a department-wide Training Task Force to develop a long-range plan. 

• Implement an officer training program. 

• Increase safety training. 

• Add a training module on ethnic and gender sensitivity to recruit and officer classes. 

• Divide training courses into modules that fit the 24-hour shift structure.  Keep training 

flexible and facilitate make-up time. 

• Develop or adapt a training manual to improve consistency. 

• Delegate more training responsibility to field personnel. 

• Increase the amount of evening in-house training time. 

• Build a new training facility to address inadequate classroom space and upgrade teaching 

equipment technology. 

• Utilize in-service training to minimize replacement times and overtime costs. 

• Increase officers’ networking with colleagues to identify productivity-enhancing ideas 

used in other departments. 

• Use documented training to address departmental planning and budgeting. 

 In 1996, the Tacoma Fire Department established the recommended task force, the Training 

Advancement Team (TAT), to research and make recommendations for a training plan to correct the 

deficiencies and implement the recommendations of the TriData Report. 

 In November 1996, TAT conducted an organizational training needs assessment with 

division heads and supervisors.  TAT facilitated an affinity diagram which generated seventy-five 
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issues in five groupings (Intradepartmental Communication Needs Assessment, 1996-July).  The top 

priorities in the five categories are as follows: 

• Specific Training Needs:  training manual, firefighter and officer certification, use own 

resources and supervisor training 

• Training Division:  Fire Channel location moved to Training Center, Training Advisory 

Team, more training for personnel 

• Outside Training:  access to outside training, career development, National Fire 

Academy access 

• Training Equipment and Facilities:  new training facility, training props, new training tower 

and more satellite training sites 

• Documentation:  training documentation, certification tracking and increased 

accountability 

 In “Tacoma Tomorrow, Planning Today for the Twenty-first Century” the City government 

has been increasingly called upon to provide more services to its citizens, while addressing restraints 

on resources (City of Tacoma Strategic Plan, 1995). 

 It has been recognized that our employees are the City’s most important and valued 

resource.  The directive of the City is to utilize these employees to provide quality government 

performance by focusing on an organizational commitment to the customer through continuous 

process, performance and service improvement.  We are charged with the responsibility to foster the 

development of a quality work force.  Additional supporting documentation to the development and 

implementation of a prerequisite training requirement for Fire Department personnel was the Labor 
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Agreement of 1996, which established and implemented new procedures for establishing Civil 

Service Eligible Lists for the promotional position of fire lieutenant. 

 This change has the following impact: 

• All lieutenant positions will be hired from a single list, to include lieutenant dispatchers, 

fire inspectors, battalion chiefs’ aides/safety officers, field operations lieutenants and 

training lieutenants.  The previous practice was a separate test for each of the above, 

followed by a separate eligibility list. 

• The minimum service time requirement as a firefighter prior to taking the promotional 

exam was raised from 3 years to 5 years. 

• In order to assist personnel in preparing to be successful and competent lieutenants, Fire 

Administration has strengthened its commitment to training and education.  As a result of 

this commitment, a prerequisite training requirement will be established. 

• The requirement will be developed and approved by both Labor and Administration 

(Local #31 Labor Agreement, 1996). 

 The information base from Deputy Chief Lewis in her 1997 applied research project, 

Identifying the prerequisite training needs to be eligible for promotion to fire lieutenant in the Tacoma 

Fire Department, provided the original research to advance to the next phase of actual development 

and implementation of a training plan.  This plan would establish and implement a prerequisite 

standard of training requirements for a firefighter seeking advancement to fire lieutenant within the 

Tacoma Fire Department. 
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 This research project’s relationship to the Executive Fire Officer Program, Strategic 

Management of Change, was by employing the curriculum taught to the process used in developing a 

framework for change to occur.  By using the learned material to address specifically the pace of 

change, degree of change and breadth of change to the prerequisite standard to fire lieutenant 

(Strategic Management of Change, 1998), it would provide the framework to take the analysis from 

the information gathering and enact the training plan.  The efforts of many have provided the 

adaptation of the Tacoma Fire Department Training Plan 1998-2000 requirements of a prerequisite 

to fire lieutenant into a detailed, strategically sound plan. 

LITERATURE REVIEW 

 Related facts and pertinent material were gathered in order to facilitate, design and 

implement the transitional change of training requirements for firefighters within the Tacoma Fire 

Department and, more specifically, the firefighter desiring to advance to the position of fire lieutenant.  

 Leadership has become one of the most important competencies of a fire officer.  “By the 

year 2000, fire officers will lead the most culturally diverse and gender balanced fire service ever” 

(Jones, 1993).  It takes superior interpersonal skills and a genuine appreciation for diversity to lead 

today’s fire service teams.   

 The importance of leadership and supervisory skills took priority in the private sector in the 

early 1900’s.  In 1911, Frederick Taylor made the connection between workers and the methods 

designed to increase a worker’s productivity.  His principles gave rise to increased productivity in 

factories by focusing on the worker rather than the work product itself.  Since the identification of the 



  Training Standard           7 

worker, rather than the work product, there has been an abundance of material published addressing 

the skills of the worker rather than the changing of the machinery or product. 

 Total Quality Control (TQC) is the system developed in Japan to economically produce 

goods and services which meet the customers requirements; and hence, implement a continuing 

improvement process. TQC was developed by taking the main teachings of Deming, Juran, 

Feigenbaum and others whose concepts focused on quality, then expanding and shaping the concept 

to meet the unique culture present in Japan (Asaka, 1990).   

 Minzberg identified three managerial functions:  the interpersonal role, the informational role, 

and the decisional role.  In the interpersonal role, the manager’s favored means of communication is 

verbal.  Managers in the informational role seek information from their peers, employees and 

personal contacts regarding anything that may affect their jobs and responsibilities.  They disseminate 

information internally to their crews and externally to suppliers and the organization.  In the decisional 

role, the manager bases decisions on information received and the decisions are then communicated 

to others.  Minzberg supported the importance of managers to design their own information systems.  

As the organization grows and becomes more divisional, the need for increased coordination 

becomes more evident (Jacobs, 1997). 

 Interpersonal relations and communication has been identified as being a skill many middle 

managers have attempted, but failed, to master.  A manager with good interpersonal skills is a model 

for effective and convincing communication, handling difficult situations, showing concern for others, 

fostering a team-player image and most importantly, projecting trust (Ozog, 1996).   
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There are five areas noted by Ozog on which a middle manager must focus their span of 

influence and seize the opportunity to develop and enhance the interpersonal relationship process.  

During every shift there are situations which hamper or create friction in interpersonal relationships.  

Five of the main causes of poor interpersonal relationships are:   

1) Unclear performance standards:  if an individual does not know what is required of them 

as a member of the team, stress can result, creating an atmosphere of frustration.   

2) Past problems or differences:  past history is a predictor for future actions.  If members 

of the team have had personal conflicts, the ability to maintain effective interpersonal 

relationships will be difficult.   

3) Organizational dysfunction which occurs when Division A has no idea what Division B is 

doing or when there is not a clear mission.  This type of environment creates a great deal 

of stress for the firefighter.   

4) Theory X management style:  the top-down organizational structure will not only hamper 

everyday operations, but destroy the basic trust needed for effective interpersonal 

relationships.   

5) Unclear communications process:  if most organizational information is transmitted 

through the grapevine, distrust may be widespread.  Miscommunications may hamper 

interpersonal relationships by not supplying the essential information that is needed for 

projects to be completed or decisions that need to be made.   

Other factors include unfamiliarity with equipment, unclear procedures, preconceived ideas about 

issues, emotions, distractions due to personal problems, semantics, inconsistency between verbal and 
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non-verbal actions and distrust.  Given the above outcomes of leadership and supervisory skills, or 

lack of these skills, these issues need to be approached with a well thought-out plan and not left to 

chance.   

“Many things are happening in the fire service.  Firefighters’ responsibilities have expanded 

from putting out fires to include performing life saving procedures on victims and educating the 

community on fire prevention and basic first aid.  There is a continuing stream of changes occurring in 

fire and emergency services as a result of new trends and it is mandating that leaders in the field stand 

ready” (Strategic Management of Change, 1998).  An understanding of the need for change, as well 

as a forum and environment to create and implement the change, is necessary.  

 It is evident that there is a difference in the focus of development programs between the 

public and private sectors.  The public sector has traditionally focused only on supervisory 

development skills and has not put any emphasis on customer service, product delivery and 

managing the fire service generally as a business (Lewis, 1997).  

 Now, as the fire service takes a healthier stance to overcome this myopic view of our roles in 

the community, it has come with an added sense of responsibility to the health of our men and 

women who are in the streets doing the job everyday.  We are now looking for how best to provide 

a standardized training program in developing their leadership and supervisory skills, matched to one 

that meets the underlying health issues which appear to be unique to the men and women of the fire 

service. 

 In the 1980’s the fire service embraced the need to provide a standardized document to 

address the training of fire officers.  This was less than politely said as “The fire service had 
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historically only done the training of its officers by on-the-job training.  How could we leave the most 

valuable resource in the care of an unqualified or untrained supervisor?” (Cavallari, 1997).  

Additionally, “The type of training and specific subjects need to be determined by each department, 

but NFPA’s professional qualifications serve as the beginning.”  (Smalley, 1984). 

 In 1992 the edition of the National Fire Protection Association 1021, Standard for Fire 

Officer Professional Qualifications, which outlines the performance objectives for an officer in the fire 

service, was approved by the American National Standards Institute. The need for a standard level 

and a consistent plan has been acknowledged by most departments nationwide. That document has 

become familiar within the fire service as an instrument which addresses training needs of an officer 

and the need for each department to tailor their objectives to meet the organizational responsibilities 

they face as individuals. 

 In the past, a fire department could survive by only performing at a high level of proficiency 

on the emergency scene.  A fire department which now tries to operate in this mode will be extinct in 

the dynamic fire service of today.  We must consider an all-inclusive approach to meet both the 

demands of the citizens and the needs of the firefighters.   

 The Tacoma Fire Department was in a transitional stage.  The Training Advancement Team 

(TAT) was formed within the Department, made up of members from both Labor and 

Administration.  It was recommended the Department would train the current firefighters to an 

equivalency level of the National Fire Protection Association (NFPA) 1001, Standard for Fire 

Fighter Professional Qualifications (1992), and NFPA 1002, Standard for Fire Department Vehicle 

Driver/Operator Professional Qualifications (1993), over a two year span, commencing in June of 
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1998.  The Training Center had also applied for Washington State Certification in its recruit training 

(Lewis, 1997).  

During the same time as the existing training of the firefighters was addressed, the 

prerequisite requirements for a firefighter advancing to the position of fire lieutenant and the 

development of the current officers were included. 

 The work of Drs. Beaton and Murphy from a three year study conducted on Everett and 

Tacoma, Washington Firefighters through a grant by the National Institute of Occupational Safety & 

Health (NIOSH), provided the basis of the correlation of material addressing the perceived feelings 

of the Tacoma Firefighters toward their immediate supervisors.   

 The historical research suggests that the role of leadership skills in fire service supervisory 

personnel, and its relationship to negative health outcomes in their subordinates, is a key factor.  

Lack of interpersonal communication and conflict resolution skills by immediate supervisors was 

identified as an important on-the-job stressor to the firefighters they were supervising. 

 “The Tacoma firefighters rated their immediate supervisors more positively compared to the 

officer group” (Beaton, 1998).  The focus of this research project was around the sixteen questions 

titled ‘Supervisory Behavior’ and the correlation to ‘Job Satisfaction and Morale’ (items 58-60) and 

‘Social Network(s)’ (items 61-64) of the survey (Appendix A).   

 The following data was collected at the Tacoma Fire Department in October 1997 by survey 

of one hundred and sixty-six of the Tacoma firefighters as well as sixty-four of the officers.  The 

survey was comprised of both the lieutenants and captains and excluded paramedics, battalion chiefs 

and deputy chiefs; representing approximately 80% of the Tacoma Fire Department’s uniformed 
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personnel.  “The Tacoma line firefighter group rated their immediate supervisors more positively 

compared to the officer group on the sixteen-item ‘Supervisory Behavior Scale’.  Clearly, line 

firefighters rate their supervisors more positively than their officers rate their supervisors.  However, 

there was a slight statistically significant tendency for line firefighters with more years of service to 

rate their supervisors in a less positive manner.  “This inverse relationship (negative correlation) 

between years of service and supervisory ratings was not significant in either the officer or the 

paramedic groups.  In other words, the more seasoned line firefighters were somewhat more critical 

of their officers, but this relationship was not observed for the officer or paramedic groups” (Beaton, 

Correspondence, RE: Supervisory Behavior Ratings in City of Tacoma Fire Service Officers and 

Line Fire Fighters, 1998).  

 In a study of West Point graduates, the simple addition of the Leader-Match Training 

intervention to their many prior years of leadership training at West Point led to significant 

improvements in their supervisory rating by subordinates.  In a publicized study with mining 

personnel, Leader-Match Training alone reduced on-the-job injury rates by 50%, and this beneficial 

outcome lasted at least five years (Beaton, 1997).  

The link between the workplace stressor, (supervisory style) and the manifestation of stress 

is evident among fire service personnel in Everett and Tacoma, Washington.  It becomes a moral 

responsibility to seek to reduce the stressors among the firefighters in the fire service.
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PROCEDURES 

Definition of Terms 

Drill Groups:  groups comprised of a variety of apparatus throughout the city’s emergency fleet.  This 

drill grouping allows for multiple companies to receive training at the same time while not depleting 

any one response district within the city. 

Captain Training Teams:  groups comprised of a variety of apparatus within proximity of each others’ 

running districts.  A Captain Training Team would more than likely respond to the same emergency 

incidents. 

Research Methodology 

 The desired outcome of this research was to create a training plan to establish and implement 

a prerequisite standard of training requirements for the firefighter seeking advancement to first-line 

supervisor position of fire lieutenant.  The research was historical research in the point of collecting 

data to determine the magnitude of change required from the analysis of the founded requirements of 

a firefighter advancing to the position of fire lieutenant. This project was a continuation of the 

research done by Deputy Chief Lewis in 1996-97, presented in Identifying the prerequisite training 

needs to be eligible for promotion to fire lieutenant in the Tacoma Fire Department, an applied 

research project.  The focus of that project was to determine the training and educational needs of a 

Fire Lieutenant in the Tacoma Fire Department and to provide the recommendations regarding a 

prerequisite to the position of Fire Lieutenant.  Other internal indicators suggested this change was 

required by the results compiled by the survey conducted in the Priority of Subjects in Company 

Officer Professional Development (Lewis, 1997). 
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 The survey conducted by Dr. Beaton identified the touchstones of how the men and women 

of the Tacoma Fire felt toward their current supervisor’s leadership style and looked at the 

correspondence of that leadership style to stress levels and health indicators.  The review of his 

survey material provided a starting point for identifying the training needs.   

 The research was action research in that the information gathered through historical research 

and ongoing discussions, decisions and planning of the Training Advancement and Promotional 2001 

Teams established within the department was applied to the development of a department wide plan 

to address the training needs of the firefighter aspiring to fire lieutenant in the Tacoma Fire 

Department. 

Assumptions and Limitations 

 The assumptions and limitations with Drs. Beaton and Murphy and Deputy Chief Lewis in 

their respective surveys were that the participants understood the questions and answered the 

questions truthfully. 

 Similarly, the assumption for the teams (Training Advancement and Promotional 2001), 

which analyzed the current training plan and developed the plan in Appendix B, was that the 

members understood the task given them and were honest and forthright in their comments and 

recommendations.   

RESULTS 

Answers to Research Questions  

 Research Question 1.  What was the current perceived stress level of the members of the 

Tacoma Fire Department?  Dr. Beaton addressed the results from the ongoing survey of the Tacoma 
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Fire Department personnel which clearly indicate the personnel had a prevalence of Post-Traumatic 

Stress Disorder of 31.7%, in comparison to the general population at 1.2% and wounded Vietnam 

Veterans at 20% (Beaton, 1997).  Wayne Corneil, Director of Employee Assistance Services of 

Health and Welfare in Canada, stated that the frequency of job related stressors, both ‘critical’ and 

‘routine’, significantly increased the risk of Post-Traumatic Stress Disorder in firefighters (Corneil, 

1993).  Refer to Appendix C. 

 Research Question 2.  How did the Tacoma Fire Department firefighters and officers rate 

their immediate supervisors on selected management dimensions?  Appendix A provides a complete 

copy of the Washington State Council of Fire Fighters Approved Long-Term Survey of 

Occupational Stress which was the instrument used to collect the data.  This study was conducted by 

Drs. Beaton and Murphy of the University of Washington through a NIOSH-funded research 

project.  Their focus was to collect data on exposure to duty-related incident stressors and post-

trauma symptoms in firefighters and paramedics.   

 Beaton (1997) stated:  “These data will illuminate the natural history of post-trauma 

symptomatology, alcohol use and other stress-related symptoms in terms of their relationship(s) to 

the long-term cumulative exposure to job-related trauma as well as to the other predictors, 

moderating and mediating variables.”  The doctors’ plan is to use the findings to assist in the 

development and remedial interventions for firefighters as well as to serve as a model for parallel 

endeavors with other high strain occupations.  The focus of this research project was around the 

sixteen questions titled ‘Supervisory Behavior’ and the correlation to ‘Job Satisfaction and Morale’ 

(items 58-60) and ‘Social Network(s)’ (items 61-64) of the survey.  This data was collected at 
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Tacoma Fire Department (T4), October 1997, and included approximately 80% of the Tacoma Fire 

Department’s uniformed personnel.  The Tacoma line firefighter group rated their immediate 

supervisors more positively compared to the officer group on the sixteen-item ‘Supervisory Behavior 

Scale’.  (See bar graph/histograms for these two groups in Appendix C.) 

The test for mean differences between groups (of 32.8 for the line and 40.9 for the officers) 

was highly significant using a one-way analysis of variance (Appendix C). Line firefighters clearly rate 

their supervisors more positively than their officers rate their supervisors.  However, there was a 

slight statistically significant tendency for line firefighters with more years of service to rate their 

supervisors in a less positive manner.  This inverse relationship (negative correlation) between years 

of service and supervisory ratings was not significant in either the officer or the paramedic groups.  In 

other words, the more seasoned line firefighters were somewhat more critical of their officers, but 

this relationship was not observed for the officer or paramedic groups (Beaton 1998).  

The scatterplot (Appendix C) shows the relationship between job satisfaction and 

supervisory ratings.  In terms of labeling, V58=job satisfaction, V59=moral, V60=ability to attain 

career goals, V61=social support at work, V62=social support at home, V63=conflict at work and 

V64=conflict at home.  (See last page of Sources of Occupational Stress Scale, Appendix A). 

 Question 3.  What optimal transitional plan would facilitate a training program to establish 

and implement a prerequisite standard for the firefighter seeking advancement to fire lieutenant within 

the culture of the Tacoma Fire Department?  Recognize that the department had worked on the 

analysis of the current training plan and the magnitude of change (addressing pace of change, scope 

of change, and depth of change), through teams (Training Advancement and Promotional 2001) 
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made up of Labor and Administration for three years prior to the Tacoma Fire Department 1998-

2000 Training Plan final format as approved by both Labor and Administration. In Appendix B is a 

copy of the established plan which was implemented in June 1998. 

Training Plan Overview 

 It was identified that the plan must meet the current and future training and educational needs 

of the TFD Operations Division.  The use of centralized and decentralized training would be 

administered with a cascade-style delivery system.  The responsibility for delivering, receiving and 

documenting all aspects of the plan was placed in the following levels:  Training Division, Battalion 

Chiefs, Fire Captains, Fire Lieutenants, Firefighter/Paramedics and Firefighters.  ‘Back to basics’ 

was the operational training philosophy for the Department.  Within the plan, four programs are 

identified:  Firefighter I and II, Driver/Operator I and II, Officer Preparation and Officer 

Development.  The Officer Preparation program represents the Prerequisites to fire lieutenant.  

 The programs were intentionally rigid in their design to provide a mechanism of checks and 

balances in the areas of delivery, documentation and of utmost in product outcome.  The curriculums 

of the programs were designed to be fluid, and to allow for flexibility in the scheduling of class times 

and locations. 

Scope 

 The Department, while delivering the required ‘back to basics’ training and education, 

recognized that Firefighter I and II, Driver/Operator I and II, Officer Preparation and Officer 

Development make up only the fundamental framework of a complete plan of providing training and 
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education.  Conducted simultaneously with the above core training, other training and education 

deemed necessary by the department would be identified and administered within the Plan. 

Firefighter I and II Structure  

 The Training Division was charged with the administration and implementation of the 

program. The proposed results of the program at completion will be for the members to meet or 

exceed the standard as outlined in the National Fire Protection Association (NFPA) 1001, Standard 

for Fire Fighter Professional Qualifications. 

 Battalion Chiefs, Fire Captains, Lieutenants and individuals assigned to the Training Division 

will share a key role in the program and will qualify as Washington State Fire Service Level I 

Instructors.  The intent of the department is to provide members involved in the delivery of training 

with a minimum standard of certification as Washington State Fire Service Level I Instructors. 

However, this does not preclude the Department from utilizing non-certified individuals possessing 

special talent, knowledge or skills in an instructor capacity. 

 The Training Division is responsible for the development of all lesson plans.  This will be 

accomplished with the input and assistance from those people closest to the job and/or anyone 

having a specific knowledge of the subject area.  The International Fire Service Training Association 

(IFSTA) Firefighter I and Firefighter II, curriculum package will be the minimum standard from 

which all lesson plans will be developed.  The final approval of the lesson plans will be given to the 

Assistant Chief of Training. 

 Approved classes will be delivered to all companies using both Drill Groups and Captains 

Training Teams. The Training Division will coordinate and schedule all core classes.  Classes 
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delivered to Drill Groups will take place at a location determined to be most suited for the type of 

training to be delivered.  This may include the Training Center, department satellite training sites or 

any undetermined location which is appropriate.  The training delivered using the Captains Training 

Team format will be delivered at a location determined by the Captain.  Considerations should be 

given to running district and/or service delivery coverage and space requirements.  All classes will 

have a corresponding lesson plan or lesson outline.  Modules containing performance requirements 

will also have accompanying skill task sheets. 

Each company will have a copy of the most current edition of the IFSTA Essentials of 

Firefighting.  This manual is designed to provide the information needed for fire service personnel to 

meet the training and education objectives of Firefighter I and II.  It will be used as the Department’s 

textbook for Firefighter I and II curriculum, although additions and deletions to the material 

presented in the text will be made when the Training Division determines it is necessary. 

Delivery  

 The Firefighter I and II training will be a two-year program.  The program has been arranged 

into twelve modules with each being delivered in a two-month time frame. 

These modules will be designated as the required school and drill for each two month period.  

Prior to the beginning of each module, and before its class is delivered, a lesson plan or outline will 

be issued to each company for inclusion in their station’s copy of the Tacoma Fire Department 

Training and Education Reference Manual.  Modules may have a corresponding IFSTA Essentials of 

Firefighting pre-class reading assignment. 
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 During month one, the Training Division will be responsible to conduct classroom training 

and manipulative skill orientation for all companies using the Drill Group concept.  During the 

remainder of the two month module time frame, the scheduled Captains Training Team and single 

company school and drill will be based on the current module.  During the scheduled Captains 

Training Team sessions, a multi-company drill scenario incorporating the elements of the current 

module should be used as a tool to strengthen both knowledge and skill. 

 Battalion Chiefs will attend Captains Training Team drills to oversee all required elements of 

each module are adhered to and to insure the overall competence level of the members of his or her 

battalion. 

 On a continual basis, companies will be called to the training center for a knowledge and skill 

evaluation based on any previously taught module.  The appraisal will be in the form of a skill level 

assessment.  If company performance is not at an acceptable level, the crew will be required to 

repeat the evaluation process in a time period to be determined by the Assistant Chief of Training. 

 In 1998 all Recruit training will be geared toward the recruit meeting the requirements of 

Firefighter I during the ten to twelve week Recruit Academy.  Once the recruit leaves the academy 

for a field assignment, the focus of their training will be to continue building confidence in Firefighter I 

and to complete Firefighter II by the end of his or her one year probation period. 

Delivery Schedule 

 In Appendix B is a sample of Firefighter I and II training modules outlining the subject name 

of the class, the National Fire Protection Association (NFPA) 1001, Standard for Fire Fighter 
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Professional Qualifications area of coverage, the Tacoma Fire Department internal department 

symbol for documentation, and the start date of the module.  

Officer Preparation 

 The Tacoma Fire Department Training Division will be charged with the administration and 

implementation of the program.  This program is the segment of the training program which 

addresses the fundamental training and education needs of those individuals aspiring to promote to 

the rank of fire lieutenant.  It will also give the firefighter, who is working up as an acting officer, 

additional knowledge and guidance relative to the position.  Officer preparation is a responsibility 

that will be shared jointly by the department and the members of the department desiring to promote.  

The preparation program is designed to be offered in a module format with the entire curriculum 

delivered prior to the 2001 fire lieutenant examination. 

 The curriculum is made up of ten 2-hour core classes:  four 2-hour electives and three 4-

hour electives.  In addition to meeting the five year service requirement, a firefighter wishing to enter 

the 2001 fire lieutenant testing process is required to attend eight of the ten core classes, two of the 

2-hour electives and one of the 4-hour electives.  Completion of the requisite classes will require a 

24-hour commitment from the firefighter.  Responsibility for completion of the 24-hour required 

training curriculum lies solely with the firefighter desiring to promote. 

Delivery 

 All ten Officer Preparation core classes will be delivered to each of the four shifts using the 

Drill Group concept.  All on duty firefighters will attend the core classes.  By attending an additional 

2-hour elective (a third class) or an additional 4-hour elective, only seven of the core classes need to 
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be attended  to meet the minimum requirement for fire lieutenant examination eligibility.  The 

substitution option can be exercised only one time during a curriculum cycle (three year). 

 Two of the four 2-hour electives will be delivered on each of the four shifts using the Drill 

Group concept.  The remaining two 2-hour electives will be delivered on one shift each, also utilizing 

the Drill Group concept.  As an example, the Hydraulics and Building Construction electives will be 

given on A, B, C, and D shifts, the Communications elective on A shift and Strategy/Tactics 3 on C 

shift.  

  A single 4-hour elective will be offered at the training center on specific Saturdays with a 

different Saturday dedicated to each of the three subjects.  One of the three classes, (Assessment 

Center Preparation, for example), will be offered on two Saturdays.  The number of firefighters 

interested in attending the class on any particular Saturday will determine whether it is delivered once 

or twice on that day.   

 When a Drill Group reports to the training center for its scheduled Officer Preparation 

module, two classrooms will be utilized.  Officer Preparation will be addressed in one classroom and 

Officer Development will be addressed in the other classroom.  In most cases the module subject 

matter will be the same for both groups, although the goals and objectives of the class will be 

designed for the specific target audience. 

Delivery Schedule  

 See an example of the schedule for Officer Preparation in Appendix B.
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DISCUSSION 

The goal of this research project, which builds upon the applied research project submitted 

by Deputy Chief Eileen Lewis in 1997, is to explore the avenues used by the Tacoma Fire 

Department in developing and implementing a comprehensive training program for firefighters 

aspiring to a first-line supervisor position. 

A three-year study conducted by Drs. Beaton and Murphy of the University of Washington, 

Seattle, provided an in-depth look at the physical and psychological issues.  The doctors’ study was 

to identify risk factors in career firefighters and paramedics that are associated with the development 

of post-traumatic stress disorders and other stress related syndromes.  It was their plan to facilitate 

the development of preventive programs that would reduce the incidence of post-trauma 

symtomatology and other related syndromes in firefighters and paramedics (Beaton, Murphy, and 

Corneil 1996).  

 Dr. Beaton’s interviews of TFD firefighters revealed that fire captains in particular 

experienced a significant level of stress.  The Department incidence of Post-Traumatic Stress 

Disorder was 31.7%, compared to the general population at 1.2% (Beaton, 1997).  

 There was a higher level of job satisfaction and morale among the firefighters in Tacoma who 

perceived their supervisors as being willing to listen and consider their ideas, and generally, they 

rated their supervisors in a favorable manner on the Supervisory Behavior questions in the survey.  

This adds credence to the need to develop both leadership and supervisory skills. 

 The Leader-Match Training has been tested and validated over decades by Dr. Fielder and 

his associates and appears to have merit as a program to reduce stress.  In one publicized study with 
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mining personnel, the training in itself reduced on-the-job injury rates by 50%.  This beneficial 

outcome lasted at least 5 years. 

Dr. Beaton taught a six-hour course on Leader-Match Training with the fire officers in 

Everett in 1997. A survey conducted after the training session showed a reduction in stress levels 

among the firefighters when compared with earlier surveys.   

 In his applied research project on stress management, Robert Green recommends annual 

training in interpersonal communications for supervisors.  However, this could overburden a 

department already facing a multitude of state and departmental training requirements.  The need to 

identify an acceptable level and frequency of training in any one subject continues to be a challenge 

to the fire service.  

 Usually firefighters test for supervisory positions after a minimum number of years in service 

but receive little or no formal leadership or supervisory-skills training. Firefighters might therefore 

perceive that their first-line supervisors lack supervisory skills.  In addition, the supervisor may feel 

unsupported and untrained in handling the tasks the department places on him or her.  This is 

expressed most appropriately by, “After all these years, we are still promoting first and training later” 

(Shurtleff, 1994, p. 21).  

 A firefighter will receive comprehensive training from the coordinated set of classes:  

Firefighter I and II, Driver/Operator, prerequisite training requirement for a firefighter aspiring to fire 

lieutenant, and Officer Development.  However, for those who are already officers, aggressive 

delivery of the courses is necessary to insure that they have most of the relevant skills identified in 

Firefighter I and II. 
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 It was recognized early in the process that the pace and scope must address the concerns of 

both Labor and Administration.  This was stressed at all meetings of the Training Advancement and 

Promotional 2001 Teams by identifying concerns and working toward agreement.   

 The major concern of Labor was that the training programs be provided to all members of 

the Department while on duty.  The contrasting concern of Administration was what the organization 

would look like and what role Labor would have in developing and implementing the vision.  

 Both Labor and Administration see the Plan outlined in Appendix B as meeting their needs 

and providing the foundation and starting point of a dynamic training program. 

 Most importantly, the 1998-2000 Training Plan addresses the knowledge and skill standards 

deemed necessary by the men and women of the Tacoma Fire Department to be Total Quality 

employees able to deliver total quality service. 

RECOMMENDATIONS 

 The recommendations of this study are as follows: 

1. The City of Tacoma Fire Department should continue to follow the developed 1998-2000 

Training Plan. 

2. Incorporate Leader-Match Training & Stress Management into the current training plan.  The 

order of class delivery should be to Officer Development followed by Officer Preparation.   

3. Provide Dr. Beaton the means to conduct a follow up survey to evaluate the fire personnel’s 

post-traumatic stress levels after conducting the Leader-Match Training & Stress Management 

Training.  

4. Develop procedures to monitor the implementation of the 1998-2000 Training Plan. 



  Training Standard           26 

5. Conduct additional research to determine the amount of training needed to provide the men and 

women of the Tacoma Fire Department with the knowledge and skills necessary to maintain 

optimal health and service delivery. 
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Occupational Stress Survey 
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Training Plan
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APPENDIX C 
 

Stress Survey Results 
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